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PREFACE 

SHALL  WE  HAVE  AN  INDUSTRIAL  DEVELOPMENT  COMMISSION? 


Chapter  297  of  the  Massachusetts  Acts  &  Resolves,  195i|-»  says  yon  mayl 
But c  "Shall''  is  a  very  different  proposition. 

The  answer  is  squarely  up  to  the  citizens  of  each  community,  acting 
as  individuals  and  as  civic  or  municipal  representatives. 

The  question  is  a  very  real  challenge.   Once  undertaken,-  the  only 
solution  is  success.   Lethargy,  procrastination  or  failure  will  mark 
your  community  as  generally  undesirable,  thus  diverting  prospects 
toward  more  successful  corrimunitiosj  those  where  determination,  in- 
telligence, persistence,  drive  and  real  community  spirit  are  evident, 

An  industrial  development  commission  is  not  confined  to  its  few 
members.   They  are  but  a  board  of  directors.   The  business  they 
direct  is  making  the  community  a  sound,  economic  proposition  for 
every  soul  living  in  it. 

With  those  few  fundamentals  in  mind,  realize,  if  you  will,  that  every 
citizen  is  a  member,  a  partner,  in  the  business  and,  in  all  dreadful 
honesty,  to  the  extent  each  citizen  participates  so  shall  be  measured 
the  success  of  the  coramunityfs  effort. 

Once  willing  to  accept  this  preface,  there  is  no  other  course  than 
to  proceed. 

Each  community  presents  a  different  problem.   Recognizing  this,  the 
Massachusetts  Department  of  Commerce  offers  the  following  th 
as  broad  generalizations  based  upon  experience  of  communities  in  the 
Commonwealth  and  elsewhere.   It  does  so  only  in  response  to  requests 
for  such  observations  by  communities  of  many  and  varied  sorts  across 
the  State--all  having  one  common  denominator,  a  desire  to  prosper 
and  to  provide  the  best  possible  future  for  the  citizen, 

PURPOSB 

An  industrial  development  commission  may  concern  itself  with  the 
development  and  promotion  of  all  the  economic  resources  of  a  com-'  • 
munity. 

It  exists  for  the  economic  development.   Economic  development  en- 
visions the  broad  development  of  a  community  through  the  maintenance 
of  a  proper  balance  among  such  growth  elements  as  residential,  com- 
mercial, industrial  and  municipal. 

It  exists  to  supplement  already  existing  community  forces,  but  not  to 
supplant  them. 

It  exists  as  a  service  and  promotional  agency,  but  never  as  a  police 
or  regulatory  agency. 
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It  exists  as  the  board  of  diroctors  in  the  business  of  community 
progress y  of  which  every  citizen  is  a  shareholder. 

Primarily f  its  function  is  to  strengthen  and  to  expand  industry 
already  located  in  the  coramunity.   Likewise s  it  should  encourage 
creation  of  new  industry ^  the  enterprise  of  local  talent. 

The  end  result  will  then  be  to  attract  other  industries  to  the 
comm'anity;  for  who  attracts,  who  in  himself  is  not  attractive? 

AUTONOIff 

It  is  the  consensus  of  every  authority  on  the  subject  of  economic 
development  that  an  industrial  development  commissionj,  to  function 
properly,  must  be  as  autonomous  as  possible.   This  autonomy  parallels 
that  of  similar  municipal  functions.,  such  as  active  Planning 
Beards.   If  the  industrial  commission  is  to  return  to  the  taxpayer 
full  value  for  the  tax  dollars  it  usesj  it  must  bo  free  of  political 
pressure  and  permitted  to  operatoas  freely  from  close  supervision 
by  the  city  council  or  selectmen  as  possible.   Quite  naturally,  its 
actual  use  of  finances,  purchasing  etc , j  is  subject  to  review  in  the 
same  manner  as  any  other  department  of  the  city  or  town.   Howovs>r, 
in  some  fields  of  operation  it  must  be  permitted  broad  latitude  sub- 
ject to  detailed  review  at  the  end  of  the  fiscal  year  by  the 
municipal  accounting  office. 

PERSOHIEL 

In  line  with  the  foregoing  observations,  it  naturally  follows  that 
the  personnel  of  the  industrial  developm.Gnt  commission  must  be 
chosen  as  froo  from  political  dictates  as  possible.   This  particu- 
larly portains  in  cities  where  appointment  is  made  directly  by  the 
mayor  or  city  manager;  likowiae^  in  towns  'v-^ith  a  town  manager.   In 
towns  without  n  manager,  the  industrial  development  commission  is 
appointed  by  the  aelecttrian.   It  behooves  civic-minded  citizens  to 
vie  for  the  honor  of  being  on  tho  commission.   Although  circumstances 
vary  in  individual  comm.unitias,  it  is  safe  to  generalize  that  a 
member  of  the  Planning  Boards  tho  Board  of  Assessors  and  a  member  of 
the  Public  Works  Department  or  its  municipal  equivalent  should  be 
considered  for  tho  industrial  development  commission.   It  may  also 
be  desirable  in  certain  cities  and  tow^ns  to  place  one  member  of  the 
Council  or  one  of  tho  Selectmen,  as  the  case  may  be,  on  the  .com- 
mission.  The  purpose  of  the  foregoing  appointments  would  be  to  keep 
those  municipal  officials  concerned  with  the  important  functions  of 
government  closely  aware  of  industrial  devolopmont  plans  and  to 
permit  the  integration  of  the  functions  they  represent  with  that  of 
tho  industrial  development  commission.   Other  personnel  on  the  com- 
mission would  generally  include  loading  citizens  who  are  gifted  with 
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f  ore  sight  and  have  a  gcnuino  dosiro  to  see-  tho  community  progress 
with  intelligonco  and  careful  planning.    The  size  of  the  industrial 
dcvolopraont  commission  doponds  upon  tho  individual  comrau-nity.   In 
general  J  it  should  be  kept  small  if  for  no  other  reason  than  that 
a  large  group  is  unwieldy. 

EXECUTIVE  DIRECTOR  OR  SECRETARY ^ 

Well-purposed  and  self-sacrificial  as  tho  membership  of  the  com- 
mission may  bo,  their  efforts  will  meet  a  tremendous  obstacle  unless 
a  woll-qualif iod  executive  is  selected.   This  observation  is  backed 
by  countless  cjjporicnces  in  many  successful  communit  ies .  and  is 
certified  by  the  majority  of  industrialists  seeking  new  plant  sites. 

By  tho  same  testimony,  it  is  held  that  such  a  man  must  be  well-paid 
and  permitted  broad  latitude  in  travel  and  proper  entertainment  ex- 
penses. 

He  must  bo  beholden  to  the  commission  alone  for  his  operations  as  in 
much  of  his  work  he  is  restricted  by  confidential  requirements. 
(Nothing  can  stop  industry  from  consideration  of  a  community  with 
greater  rapidity  than  a  broken  conficonco.)   Upon  the  executive  em- 
ployee, then,  rests  this  great  responsibility. 

Likewise,  nothing  can  conceivably  replace  personal  contact  with  a 
prospect  and,  therefore,  a  considerable  travel  expense  account  must 
bo  authori^.od. 

Perhaps  of  all  tho  requirements  for  an  effective  industrial  com- 
mission in  a  community,  this  is  the  most  difficult  to  comprehend. 
For  while  the  above  requirements  must  be  met,  the  commissioners  must 
never  permit  themselves  tho  luxury  of  "letting  the  director  do  if.'"""' 
Here  teamwork,  mutual  confidence  and  intelligence  mark  the  com- 
mission aa  a  success  or  failure. 

In  communities  unable  to  hire  such  an  individual  but  still  determined 
to  establish  a  commission,  it  should  be  noted  that  certain  counselors 
are  available  on  a  foe  basis  to  fulfill  certain  functions  of  a 
director. 

Likewise,  the  Massachusetts  Department  of  Commerce  can  fulfill  other 
functions;  as  can  interested  utility^  railroad  and  real  estate 
industrial  men. 

In  such  cases,  however,  tho  local  commissioners  must  undertake  the 
contact  and  sales  functions  for  their  communities, ■ a  time  consuming 
and  very  crucial  task,  for  nothing  can  replace  the  individual  whose 
professional  reputation  and  livelihood  depend  upon  success  in  his 
efforts. 
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BUDGET 


The  Act  provide s  "a  sum  not  oxcooding  in  any  ono  year  1/20  of  Vfo   of 
tho  assessed  evaluation  of  the'  preceding  year,  bijt  in  no  event  more 
than  $50,000,"   It  is  doubtful  that  in  its  first  year  the  industrial 
development  cornmiasion  will  require  any  large  sum  of  money  for  travel 
or  promotion.   Initial  funds  should  be  used  for  hiring  the  executive, 
the  necessary  stenographic  help,  purchasing  of  publications  dealing 
with  industrial  development  techniques  and  the  cost  of  an  economic 
base  survey,  if  conditions  warrant  such  a  survey,  by  a  professional 
agency  or  individual. 

As  time  progresses,  a  more  ambitious  budget  must  be  undertaken.   Com- 
petition is  sharp  indeed  and  each  year  will  witness  broader  programs. 
Constant  review  of  expenditures  and  study  of  their  comparative 
effectiveness  will  assure  economy  in  use  of  public  funds  appropriated, 
Propar  use  of  funds  will  assure  maximum  result,  but  pinch-penny 
tactics  are  a  waste  of  the  entire  budget. 

Decisions  rest  with  tho  commissioners  and  for  effective  results,  the 
"shareholders  must  have  confidence  in  their  directors." 

It  is  asiomatic  in  this  field  of  community  endeavor  that  results  are 
most  worthwhile  when  haste  is  made  slowly.   Do  not  expect  results 
overnight.   It  takes  years  to  establish  a  true  reputation  as  a 
community  sound  in  economic  dovelppmont. 

STEPS 

1.  fi.Q,gg.^.^cj^ 

In  the  vast  majority  of  cases,  the  first  stop  of  the  industrial 
development  commissicn  comes  under  the  heading  of  research. 
There  is  a  largo  check-list  of  the  factors  to  be  investigated. 
There  is  no  use  attempting  to  appro xh  industry  until  those 
factors  are  resolved  and  placed  in  proper  order,  shovring  both 
the  assets  and  liabilities  of  the  community.   The  liabilities 
must  be  listed.   Any  firm  worthy  of  settling  in  a  community 
conducts  an  intelligent  investigation  and  upon  finding  liabi- 
lities not  liatod  cannot  help  "but  be  prejudiced  against  the 
community, 

2.  Planning 

Through  every  moment  of  its  existence,  the  industrial  devolop- 
-.  ■•:  ment  commiission  must  be  working  closely  with  the  municipal 

planning  functions,  particularly  tho  local  planning  authority. 
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The  proper,  orderly,  economic  and  intelligent  planning  of  land 
use  and  other  factors  is  basic  to  any  development  program. 

Here,  perhaps  the  commissioners  and  the  planners  encounter  the 
greatest  hindrance  from  human  weakness  in  their  fellow  citizens. 
Yet  in  no  field  of  the  commission's  work  is  success  more  demanded. 
Tact;,  patience  and  public  relations  coupled  with  legal  resources 
available  when  necessary  are  of  great  importance.   Zoning  for 
industry  is  more  misunderstood  than  perhaps  any  other  field  in  the 
science  of  economic  development. 

It  13.  therefore,  important  to  underline  that  in  proper  planning 
and  understanding  of  planning  rests  a  great  responsibility. 
Again,  properly  indoctrinated,  determined  and  unselfish  personnel 
can  spell  success  or  failure  of  the  community's  industrial 
development  effort. 

PROMOTION  .     . 

The  initial  promotion  should  bo  leveled  at  the  community  itself, 
v/hero  existing  businesses  and  the  citizens  must  bo  made  awaro  of 
the  dsvelopmont  planning  and  sold  on  the  idea  that  industrial 
development  is  desired  for  the  community.-  Unless  the  community 
is  informed  and  supports  the  program,  the  industrial  development 
commission  will  be  operating  in  a  vacuum.   The  Commission  will  do 
well  to  familiarize  the  local  newspapers  with  its  work  and  keep 
them  informed  as  it  moves.   This  does  not,  of  course,  mean  that  the 
commission  would  inform  anyone  on  the  subject  of  what  industries  it 
is  negotiating  with  or  what  industry  is  desiroi:ja  of  coming  into  the 
community.   Premature  publicity  is  fatal  in  this  regard. 

ADVERTISING 

The  question  of  industrial  advertising  is  very  debatable.   A  true 
campaign  is  oxponsivo  and,  if  decided  upon^  must  bo  planned  and 
executed  in  an ■ all~out-mannor 

Brochures  are  an  effective  medium  for  u.s<^  in  direct  mail  approach 
but  more  importantly  In  personal  contacts.-  As  mentioned  before, 
material  must  be  factual  and  brief ^  flowery  language  must  be 
avoided  and  business  like  terminology  sought.   Photographs  of 
residential,  cultural,  commercial  and  industrial  areas  are  worth- 
while, but,  if  the  budget  is  smair,  maps  reflecting  transportation, 
utilities,  water  sources  and  the  like  tcSll  a-  convincing  story. 
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Tho  monographs  on  cities  and  tov/ns  issuod  by  tho  Massachusetts 
Dopartment  of  Comraorco  have  proved  of  very  real;- yaluo  to  municipa- 
lities and  can  bo  used  as  a  brochura  or- as  tho  base  matorial  for 
a  promotion  piece.   Tho  Department's   Divisions  of  Rosoarch, 
Planning  and  Dovelopraont  can  bo  of  real  assistanco  in  presenting 
statistics,  plans.,  aerial  photographs,  industrial  data  or  advico 
in  preparing  promotional  pieces* 

PROSPECTS 

During  tho  research  and  planning  w.orkj  the  comraissionors  should  bo 
considering  carefully  their  prospects,  constantly  revising  thpir 
estimates  in  the  light  of  tho  results  of  research.-  There  are  many 
prospects  which  research,  for  one  reason  or  another,  will  prove  to 
be  unsuitable.   Others  will  appear  most  attractive.    These  are  the 
targets,  in  a  broad  sonsoj  which  must  be  studied  for  appropriate 
approach. 

Much  assistance  can  be  forthcoming  in  contacting  a  prospect  from 
numerous  sources.   Here  again,  tho  Massachusetts  Department  of 
Commerce  can  bo  of  considorablo  assistance,  as  can  realtors, 
utilities  and  railroad  industrial  development  men  and  others.   It  is 
in  this  ph3,.se  that  confidential  treatment  of  information  and  negotia- 
tions is  of  vital  importance,  a  fact  appreciated  and  practiced  by 
the  foregoing  agencies. 

INDUCEMENTS 

Despite  the  practices  of  certain  areas  of  the  country,  so-called 
"door  prizes"  arc  certainly  not  advisable  in  Massachusetts.   In  the 
first  place,  a  company  which  \\'ants  a  free  ride  indicates  that  its 
management  might  have  unpleasant  consequences  for  the  comrotunity.   In 
the  sGcond  placo^  it  is  extremely  unjust  to  discriminate  against 
already  established  business  enterprises,  bo  thoy  industry,  retailers 
or  any  other  tax -paying  citizen,  in  order  to  bring  new  ontorpriso 
into  the  area.   It  cannot  help  but  generate  ill  will.   In  tho  area 
of  tho  country  where  it  is  practiced,  it  should  be  noted  that  thoro 
is  very  little  established  enterprise?  in  fact,  hardly  any  compared 
with  the  average  community  in  Massachusetts ,   This  does  not  moan 
that  a  so-called  package  offer,  whereby  private  financing  offers 
inducement  to  a  company,  is  improper.   In  that  instance,  tho  taxes 
are  paid  and  there  is  no  municipal  discrimination  against  established 
enterprise.   Giro  should  be  taken,  however,  that  such  inducements 
are  sound  business  propositions  and  that  there  is  a  financing 
foundation  available  which  is  not  pouring  money  down  a  "rat  hole,"  in 
turn  causing  the  ultimate  failure  and  broakdovm  of  tho  industrial 
development  plans  of  tho  community. 
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PARALLEL  ORGANIZATIONS 

In  many  cowjnynities.j  chambers  of  commerce,  associations  of  cotnmerce 
and  similar  civic  organizations  have  already  been  ostablished. 
Communities  having  such  organizations,  thereforsj,  should  weigh  most 
carefully  the  desirability  of  establishing  an  industrial  development 
commission.   Functions  often  performed  more  than  adequately  by  the 
established  organizations  are  duplicated  by  the  commission,  with  a 
resultant  vraste  of  money.   Par  better  would  be  complete  support  by 
the  municipality  of  the  already  established  organization.   This 
point  cannot  be  stressed  too  heavily  for  multiplicity  of  auch 
organizations  again  is  a  detriment  when  an  Industry -.is  considering 
location  for  a  new  plant. 

An  industrial  development  commission  or  the  established  organization 
should  perform  every  possible  service  in  industrial  development 
except  that  of  financing.   If  a  foundation  is  desirable  and  a 
corporation  is  created  for  financing  of  industrial  development,  it 
should  work  closoly  with  the  industrial  development  commission  or 
other  organization,  but  should  limit  itself  to  the  field  of  financing 
and  perform  its  financing  servicQ  in  concert  with  already  estab- 
lished financial  institutions  in  the  town.   Perhaps  the  ideal 
triangle  for  industrial  development  is  the  equilateral  triangle,  one 
side  of  which  would  be  the  industrial  development  commission;  another 
side,  the  local  chamber  of  as  sec iatiofT'of  commerce;  and  the  third, 
the  financial  foundation.   In  such  a  triangle  each  side  must  be 
equal  and,  in  a  general  sense,  the  chamber  will  be  engaged  primarily 
in  promotion  of  the  community  and  its  commercial  and  residential 
benefits,  while  the  industrial  dovelopraont  commission  XatHI  be 
planning  industrial  development  and  pursuing  prospects,  and  the 
foundation  will  be  in  a  position  to  assist  with  funds  vxhen  needed. 

SIMMARY 

Any  community  must  constantly  keep  in  mind  that  in  embarking  upon  an 
industrial  development  program,  it  must  maintain  in  balanco  the  ex- 
pansion of  its  municipal  services,  its  commercial  facilities  and  its 
residential  area..   Should  those  factors  bo  neglected,  a  community 
would  soon  find  that  industrial  development  was  a  burden  rather  than 
an  asset. 

The  Massachusetts  Department  of  Commerce  is  a  service  organization 
dedicated  to  the  strengthening  and  the  expansion  of  existing  enter- 
prise in  the  Commonwealth,  the  creation  of  now  entorpriso  and  the 
attraction  of  enterprise  into  the  Commonwealth.   Its  Divisions  of 
Research,  Planning  and  Devolopment,  as  well  as  its  promotion  program, 
are  equally  available  to  each  citizen  and  community  in  the  State, 
Valued  assistance  to  the  Department  by  already  est  ifolished  chambers 
and  associations  of  commerce,  industrial  development  commissions  and 
the  like  makes  this  service  just  that  much  more  valuable  to 
communities  embarking  on  3.n  industrial  development  program. 
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The  Massachusetts  Business  Development   Corporation,  which  is  a 
privitely  owned  corporation  working  closely  with  the  Department  but 
completely  separate  from  it,  likevrise  provides  an  invaluable  service 
to  communities  undertaking  industrial  development  in  advising  on 
general  policy  in  the  field  of  finance. 

It  is  by  no  moans  obligatory,  but  we  believe  that  it  is  desirable 
for  a  community  embarking  on  industrial  development  or  working  on 
the  general  problem  to  do  so  in  close  cooperation  with  the 
Massachusetts  Department  of  Commerce.   The  Department  looks  forward 
to  working  with  industrial  development  commissions  in  the  fields  of 
advice,  service  and  assistance. 


CPiAPTSR  kO   ~   SECTION  8A 
DEVELOPMENT  AND  INDUSTRIAL  COMMISSION 
•ESTABLIsroiENT,  DUTIES,  otc , 

SECTION  8A;   a  city  of  town  v;hlch  accepts  this  soction  may  eatiblish 
a  development  and  industrial  coJtmission  for  the  promotion  and  develop- 
ment of  the  industrial  resour-ces  of  said  city  or  town.   Such  commission 
shall  conduct  researches  into  industrial  conditions j  investigate  and 
aiisist  in  the  establishmont  of  educational  or  commorcial  projects,  in- 
cluding projects  involving  private  enterprise,  for  the  purpose  of 
ojrpanding  or  strengthening  the  local  economy  and  shall  se©k'  to-co- 
ordinate the  activities  of  unofficial  bodies  organized  for  said  pur- 
poses, and  may  advertissj  prepare,  print  and  distribute  books,  maps, 
charts  and  pamphlets  which  in  its  judgement  will  further  the  purposes 
for  which  it  is  established.   The  Commission  may  appoint  such  clerks 
and  other  employees  as  it  may  require. 

Such  commission  shall  consist  of  not  loss  than  five,  nor  more  than 
fifteen  members.   The  members  in  cities  shall  be  appointed  by  the 
mayor  subject  to  the  provisions  of  the  city  charter,  except  in  cities 
operating  under  a  Plan  D  or  Plan  E  forra  of  city  charter,  said  appoint- 
ments .shall  be  by  the  city  manager,  subject  to  the  provisions  of  the 
city  charter;  and  in  towns  they  shall  bo  appointed  by  the  selectmen, 
excepting  tovms  having  a  manager  form  of  government ^  in  which  towns 
such  appointments  shall  bo  m-adc  by  the  town  manager.  When  a  commission 
is  first  established,  the  terms  of  the  members  shall  bo  for  such 
length,  not  exceeding  five  years,  and  so  arranged  that  the  terms  of 
approximately  one.  fifth  of  the  members  will  expire  each  year  and  their 
successors  shall  bo  appointed  for  terms  of  five  years  each.   Any 
member  of  a  board  so  appointed  in  a  city  may  be  removed  for  cause  aftor 
a  public  hearing,  if  requested,  by  the  mayor  with  the  approval  of  the 
city  council.  A  vacancy  occurring  otherwise  than  by  expiration  of 
term  shall  be  filled  for  the  unexpired  term  in  a  city  in  tho  same 
manner  as  an  original  appointment  and  in  a  town  aa  provided  in 
Section  11  of  Chapter  I4.I  {\<=^%,    297  Sl|  1955,  102  S  \%    I96I,  291  S  1). 


CHAPTER  1^0  -  SECTION  $ 

PURPOSES  FOR  WHICH  TOWNS  MAY  APPROPRIATE  MONEY 

CLAUSE  JLi.7;   For  the  purpose  of  establishing  and  maintaining  a  business 
and  industrial  commission  to  promote  business  and  industry,  a  sum  not- 
exceeding  in  ono  year  sixty  thousand  dollars,  (195lj->  297  S  2)  (1967, 
Chapter  638).  ' 


ARTICLES  Aim   MOTIONS  FOR  ESTABLISHING  A  DEVELOPiONT 
AND  INDUSTRIAL  COM'IISSIONS 

■  Articlo :_  To  soo  if  th-.;  Tovm  will  vote  to  nccopt  the  pro 

visions  of  Section  8a  of  Chnptor  ij-O  of  the:  Gonoral  L:\ws  -^s  estab- 
lished by  Chiptsr  297  of  the  Acts  of  1904  "ind  arnondod  by  Ch-^ptor  102 
of  the  Acts  of  1955j  -and  to  establish  a  development  and  industrial 

coimnission  of  _J  members  with  all  of  the  powers  duties  thereof 

as  provided  in  said  Section  8a  of  Chapter  i^O  G.L.  (insert  number  of 
members  -  not  less  than  5  nor  more  than  1$) 

Motion _i_     I  move  that  the  town  do  vote  to  accept  the  pro- 
visions etc.  (insert  number  of  members) 

Article    ^  To  see  if  the  town  will  vote  to  raise  and  appro- 
priate a  sum  of  money  for  the  purpose  of  establishing  and  maintaining 
a  development  and  industrial  commission  as  provided  by  Section  Qk   of 
Chapter  lj.0  G.L,  and  determine  whether  the  money  shall  bo  provided  for 
by  taxation  or  by  appropriation  from  available  funds  in  the  treasury. 

Motion         ;   I  move  that  the  town  vote  to  appropriate  the  sum  of  . 
$ _from  available  funds  for  the  purpose  of  establishing  and  main- 
taining a  development  and  industrial  commission  as  provided  by 
Section  8a  of  Chapter  i+O  G.L. 

or 

Motion ;   I  move  that  the  town  do  vote  to  raise  and  appro- 
priate from  tax  revenue  the  sum  of  $ _for  the  purpose  of  establishing 

and  maintaining  a  development  and  industrial  commission  as  provided 
by  Section  8A  of  Chapter  14,0  G.L. 


